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Copy _; of 9
9 July 1957
MEMORANDUM FOR: Projuct Director
SUBJECT: Future Processing of AQUATORE Photographic
Products

1. This memorandums (s in response e yours of 28 June 1957,
.xuz.n, entitied o

0L R

25X1A

L 25X1A

: 2. Eeme Immediate and seme longer range sbiactives of the
Project and of the Agency need to be kept in mind in reconsidering the
method of handling the ACUATONE product:

& To achlevs s Mgher quality of proaduct at an egual or
lower cost, if poesible, than has been the cass io date.

. To search constantly for snd spply new techniques
{rom whatever source {f.e., not only Lastsnan) to achieve higher
quality. (Some naw techniques sre cerrently available for pousible
application. )

Cemment: It sight be yossihle to provide to the intslliigence
m sad where agplicable outside it in the Goverament
nsw and tested ldens, equipment, and procedurss in this field,
| possible by virtue of the unique bursaucratic position of ClA in
| the Government, [res {rom the constrictive standardisstion
procedures understandatly reguired in the Services,
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€. Te insure groater procedurs! flexibility snd respon-
sivensss in the production of photographic materials to meet
consumer needs,

d. To ostadlish a procesaing cester witk a capability of
satistying programs sisniler to AQUATONE sow planned or to be
planned of a clandesting and highly sensitive nature.

¢. To maximise uss of parsennst now required ia
HTAUTOMAT for photojgrapkically axploiting already scquired
sorial photography. This includes rectification, copy cameras
p@‘iﬁiag, ﬂi‘l“mo ete,

Alternatives Considered for Processing

AGUATONE Photographic Products

3, The following siternatives kavs hesn subject of consideration

by the group mentioned sbovs:

a. Centinns presant srrangemeat with Eastman indefinitely.

b. Continue using the same facility and equipment at
Rechester under mansgoment of & CIA/HTAUTOMAT official
with contract parsonnel,

c. Zstablish in one or two [loers at the Steuart Baildiag
& processing wnit under management of & CIA/HTAUYOMAT
official with C1A personusel or slternatively with contract pesrseansl,

d. Establisk a contract processing center in the ®askington
ares under supervision of a CIA/HTAUTOM AT officiel.

e, ZEstablish & processiag center in Washington srea
wider supervision of a CIA/HTAUTOMAT official and mwanned
by psrsonnel fram Army, Navy, Alr Force, and CIA,

f. Arrange for uss of the Alr Force or Mavy processing
cantsrs in the Washington area,

§. Arrange for use of Air Force or Navy precessing
centers eutsids of the Washingten ares.

TAYOALT

Approved For Release 2001/09/04-‘«%CIA-RI;)P92BQ’LOQORO02600029062\:’?;\9‘i Ly
EEE T O | .7.:-, R L L : 11391 i




FIAIL L Vapproved.Eor Ralease 2001/9/p4.; LIA-RDP92B010908002600020062-0
gy £ g o oo ~! ‘LSL“
CONTROL SYSTEM ONLY e
3 TCE- 168157

i
|
I
|
‘.
i
|
I
i

Facte Bearing Upen This Problem

4. The foliowing {aets condition gour view of the sheve sltarnatives:

s, Costs involvad in the malntenance of the establishment
at Esstmman, the squipmment sirsady having bean paid for by the
Frojoct and real estate already being owned by the U5 Government
{Navy), are sx follows:

{1) Fersonnel actuaslly on duty -- the number of
persennsl fluctustes with the work load, persomnel in
sxcoess of stand-by bkeing employed eclsewbere in the
Zastman compmy ~« ars paid for only hours actually
worked.

{2} Cost of materials consumed,

{3} Overkead charges. D5X1A

These coste currently have besn hudgeted at dollars
yor e, I

b, Existing procedures at Castmian were dcsigned to meet
& plan of production at the rate of approximately filty operational
missions per month, not oa the basis of highest quality precessing
at a muck lowsr rate of production of three operational missions
per month which has terned aut to be about the average.

! ¢, Zastman's priscipal interest appesrs to be in the

| sdivamced R&D, production and vale of {ilm and papers and not

ia the routine grocessing te which it is committed under present
arrangements, It is delieved that Eastman would welcome the
occasion to be relieved af the precessing responsibility though
would ne doubt want to continue to provide raw materials Involved.

4. Rasponsivenass of the Esstenan processing facility two
censumer reguiraments is in some degres adversely affected by
geographic distance froza Wasbington and possidly by the vagaries
srising from the orgmmisational distance between the consumers
and Esstmsan which pass through the intermediary of Project
Uperations,
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e. To staff a grocsssing center sifher st the presest
iocation or in Steunart Bailding or in a separate location in the
Washington arsa by ClA porsonne! is, in the face of current
perseonnel cellings, mout unlikely. 1If the permission wars
svailabie today for recruitment for staffing by ClA personnel,
it would take at lsast nine months 10 recruit ste.. slthough this
may b 8 bt optimistic in the face of real difficulties in locating
such parsonnsl in a vary tight market,

f. Teo use a Navy or Air Force center cutside of Tashington
in the ZI will impose the same difficuities as set forth in & sbove,

s- Experiesce vios [ éoes not suggert that the 25X1A
recrullment job would be easier i parsonssl wers to be sought
within the Mavy or the Alr Ferce to man processing centers iz
the Navy or the Alr Force (Washington) or sisewhere in the ZI,

Ia facs, problame of retation would plague such units sven as they

de) today.
5. Comclunsions,

25X1A

8. That processing &t Eastman should be continned for
an estimated aix to nine manths with oo change st the Eastman
oad,

b. That the responsibility for Haison with Eastman smu
be transferred from Opurations to HNTAUTOMAT,

Comment: This would invelve sending a men from HTAUTOMAT
to Eastman, It would prebadly be well to attack the pressnt laisen
sfficer st Eastinan to the HTAUTOMAT reprassntative and not
withdraw kim, The responaibitity of couriering film fram the
theatre to Washington sinuld remuin with Operations. The
rsaponsibility for arrmmjing for the movement and couriering
of film to and {rom Kastman sheould move to NTAUTOMAT.
RTAUTOMAT should bs responsible to the Project Director
for the meeting of consumer needs for phetographic materiale.

The conslusion in % is not intended to reflect adversely upon
amyons invelved. It is, howsver, » refiection of the belief that

=
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the guidamce of Esstman to meet preduction standards of guality
and guantity is of very direct concors to consumars, sad within
ClA the priscipal consumer is BETAUTOMAT. The precssaing
of files is balisvad to bo o function net directly germane to the
purposes and mission of Operastiens, which is to take the
photography,

¢. That » target date be set for phasing Eastman Kedak
processing responsidility to HTAUTOMAT with previsies for
necossary overlay to insure contisning production (decisien on
the target date should be established after a logistic and persomnel
- stelf stndy has been drywn by MTAUTOMAT): that by that thee the
squipment owned by the Agency o meved either to HTAUTOMAT
or be dispesed of to the Services in liss of which more desirsble
eguipment be procured; and that necsssary arrangements be made
for HTAUTOMAY control of the parsonnel in the processing uait,
whether such parsonnsi be contract or CIA smployses.,

ﬁg In reaching conclusion ¢, we bave considered the
aits ve of lenving the squipment in the present facility st
Zastman and using exisling persennel by some srrangement
with Eastsan uader & C14 managor, This alternative was
rejacted becanse: ‘

(1} s ix believed that comparable and adequate
spaze 10 that of the Navy Building at Rochester was
available in ¥ashington.

{2) That the geographic distance betwesn
Washington aad Rechester is a major {actor in inkibiting
not oaly the proper and prompt responsivensss in the
uss of perscnnel in the processing center but also the
possible use of auch persennel batwean peak aperations
for other reladed projucts of the Agency.

- 4, That facilitiee in Stensrt Dullding be established for
the sxperimental testing of new typen of sqguipment or processes
whick have heon developed through consultation and contract with
svailsble sad likely private firms, including Esstnian Kodak,
which would be available to RTAUTOMAT snd the Projact on a
consultant basis.
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; it is believed that BRD in this field, s far a» the
a;uq‘u centrol is concarned, will ia a measure be limited as
long as Essiman spersiss the processing facilities becanse of
their great reluctance 1o amploy R&D not of their own making.
Eastman by its own duresucracy is inhibited from the [res use

of sqguipment made by sther companies, This may be the case
with regard to the failnre to use the LOG.E-TRONIC prister
which the Agency loasad Kastmsan many months ago., Teckno-
logical changee affecting pheotographic processing and exploitetion
for inteliigence are moving rapidiy. Zastman ie not sensitized
to these nends. The Services while sensitive are inhibited by
sxtansive procurement and testing procedares,

é. Racommendations,

s. That Eastzan repreassntatives be informed of our
danire to arrange {or the tramafarence of responsibility for
processiag in the course of the next fiscal year from them to
the Agency.

b. That HTAUTOMAT ba sssigned the liaisen responsibility
with Esstnam and that If possibla the new HTAUTOMAT repressn.
tative be introduced to Eastronan officials at the sarlisst opportunity
snd that the transferencs of the Haisen responsidility be accomplished
with & minimus of inconvenience and friction st Rechester.
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